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SHARED LEADERSHIP IN TEAMS:
AN EMPIRICAL STUDY OF DISPOSITIONAL ANTECEDENTS
WENCANG ZHOU
School of Business
Montclair State University
Montclair NJ 07043
INTRODUCTION
Although the number of studies in the area of shared leadership has been increasing
(Bolden, 2011; Denis, Langley, & Sergi, 2012; Stewart, Courtright, & Manz, 2011), a review of
the shared leadership literature indicates two research gaps. First, research has not sought to
identify the dispositional attributes that influence the emergence of shared leadership, although
previous studies have identified the dispositional traits that predict the emergence of individual
leadership behavior. Thus, for example, whether entrepreneurial team members’ personality
composition would facilitate shared leadership remains unknown. Second, empirical studies
regarding outcomes of shared leadership remain limited. More research on shared leadership
outcomes, undertaken in a variety of situations, is needed (Conger & Pearce, 2003). In the
context of entrepreneurship, the tasks of entrepreneurial teams generally are characterized by
interdependence, creativity and complexity because founding teams lack standard operating
procedures and other organizational structuring (Bryant, 2004). Thus shared leadership should
prove appropriate for entrepreneurial teams for improving performance. However few empirical
studies have examined this issue. Empirical research examining the functioning of shared
leadership on entrepreneurial teams should prove desirable in helping researchers better
understand entrepreneurial team performance.
The current study has two purposes. The first is to investigate the dispositional
antecedents of shared leadership by examining the relationship between team Big-5 personality
composition and shared leadership. The second purpose is to study the performance consequence
of shared leadership for entrepreneurial teams.
THEORY AND HYPOTHESES
Shared Leadership in Teams
Shared leadership has been defined differently by researchers. For example, Barry (1991)
defined shared leadership as a collection of roles and behaviors that can be split, shared, and
rotated, with multiple leaders existing within a team at any given time. More specifically Barry
(1991) suggested that leadership roles performed by team members could fall into four broad
categories: envisioning, organizing, spanning, and social relating. Similarly, Fernandez, Cho, and
Perry (2010) proposed five leadership roles that are necessary for team functioning, namely,
task-oriented, relations-oriented, change-oriented, diversity-oriented, and integrity-oriented
leadership. There are several implications of the role perspective of shared leadership. First,
effective team functioning requires a variety of leadership roles, such that a single team member
would not likely possess the qualities to perform all the leadership roles. Second, shared
leadership desirably emerges when different members assume different leadership
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responsibilities in response to team requirements. Third, shared leadership results in multiple
leaders on a team, highlighting the importance of coordination. The effectiveness of shared
leadership depends on whether different leadership roles complement each other and bring
synergy to the team (Mehra, Smith, Dixon & Robertson, 2006).
In sum, the emergence of shared leadership depends on (1) team members’ willingness to
enact leadership behaviors, and (2) the complementarity of leadership roles among team
members. However the determinants of members’ willingness and role complementarity remain
largely unknown. Research has not identified the dispositional attributes that influence the
emergence of shared leadership, although previous studies have specified predispositions that
predict the emergence of individual leadership behavior (Judge, Bono, Ilies & Gerhardt, 2002;
Lord, De Vader, & Alliger, 1986).
Personality Composition as Antecedents of Shared Leadership
Personality mean scores as antecedents of shared leadership. At the individual level,
personality traits have been shown to be related to leadership emergence, especially, and to
leader effectiveness (Judge et al, 2002). According to the trait theory of leadership, individuals
with certain personality traits are more likely to exercise leadership roles than others. A recent
meta-analysis of research on Big Five personality dimensions and leadership revealed that
emergent leadership is moderately correlated with Big-5 personality traits (Judge et al., 2002).
Because of shared leadership’s requirement for emergent leadership, this general finding
suggests theorizing for Big-5 and shared leadership hypotheses.
At the team level shared leadership demands that multiple team members have a
willingness to act as a leader. The previous evidence about leadership emergence suggests that
teams with a high mean score on extraversion, conscientiousness, openness to experience, and
emotional stability will more likely incorporate shared leadership, while a team’s mean score on
agreeableness will not relate significantly to shared leadership.
Hypothesis 1: A team’s mean score on extraversion will positively relate to the level of
shared leadership.
Hypothesis 2: A team’s mean score on conscientiousness will positively relate to the level
of shared leadership.
Hypothesis 3: A team’s mean score on emotional stability will positively relate to the
level of shared leadership.
Hypothesis 4: A team’s mean score on openness to experience will positively relate to the
level of shared leadership.
Hypothesis 5: A team’s mean score on agreeableness will not significantly relate to the
level of shared leadership.
Personality diversity as antecedents of shared leadership. Another aspect of team
personality composition, personality diversity, may be important to the emergence of shared
leadership as well. Research suggests that the compatibility of team members depends on both
similar and diverse traits (Hackman, 1987; Moreland & Levine, 1992). That is, shared leadership
involves not only amounts of certain personality traits but also a team’s personality diversity on
select traits. While certain traits may facilitate the emergence of shared leadership when team
personality diversity is low, other traits may do so when team diversity is high.
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Hypothesis 6: Team diversity on conscientiousness will negatively relate to the level of
shared leadership.
Hypothesis 7: Team diversity on openness to experience will negatively relate to the level
of shared leadership.
Hypothesis 8: Team diversity on emotional stability will negatively relate to the level of
shared leadership.
Hypothesis 9: Team diversity on extraversion will positively relate to the level of shared
leadership.
Hypothesis 10: Team diversity on agreeableness will positively relate to the level of
shared leadership.
Performance Effect of Shared Leadership
According to Day, Gronn and Salas (2004), shared leadership should enhance team
performance because it is an important intangible resource. First, shared leadership improves the
experience of work for individuals by offering an incremental measure of self-determination and
opportunity for meaningful impact (Cox, Pearce, & Perry, 2003). This significant worklife
experience should bring higher team members’ commitment and thus higher team performance.
Second, shared leadership also benefits team performance by fully utilizing team members’
knowledge and expertise. In complex team environments, a single, hierarchical leader is less
likely than the team as a whole to have the knowledge and skills required to effectively lead
(Pearce & Sims, 2000). Shared leadership however reaches beyond the limits of individual leader
capability through the provision of mutual influence among team members who are better
informed and more responsive to leadership challenges (Cox et al., 2003). Therefore teams with
high degrees of shared leadership should experience higher commitment, bring greater personal
and organizational resources, and share more information (Katz & Kahn, 1978).
Hypothesis 11: Shared leadership will positively relate to team performance.
METHOD
Sample
Data were gathered from 154 entrepreneurial teams, consisting of 516 individual
entrepreneurs. The average age of entrepreneurs was 28 years (SD = 3.6). Of the 516
entrepreneurs, 42 percent were female and 58% were male. Of the 154 teams, 10 teams consisted
of only 2 members for each team. These 10 teams were dropped from the sample because a
diversity measure could not be calculated from a 2-member team. Thus, data analysis was based
on usable data from 144 entrepreneurial teams.
Measures
Team members’ Big-5 personality traits were measured by the Chinese Version of the
NEO-Five Factor Inventory (NEO-FFI) (Costa & McCrae, 1992). The NEO-FFI includes 12
items measuring each of five personality traits: openness to experience, conscientiousness,
extraversion, agreeableness, and emotional stability. A team’s mean score on the personality
traits was measured by the mean personality score on each trait for each team. Team personality
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diversity was measured by the standard deviation of personality scores on each personality trait
for each team (Barrick, Stewart, Neubert & Mount, 1998). Team performance was measured by a
scale developed by Pearce and Sims (2002) to evaluate facets of team effectiveness. Shared
leadership was measured with the approach used by Carson et al. (2007) focusing on density,
which is a measure of the total amount of leadership displayed by team members as perceived by
the members.
RESULTS
To test hypotheses 1 through 4, shared leadership was regressed on the independent
variables using hierarchical regression analysis. Results indicate that the Conscientiousness mean
score had a significant relationship with shared leadership (β=.28, p<.01), as did the Openness to
Experience mean score (β=.22, p<.05). These findings provide support for Hypotheses 2 and 4.
However, Hypothesis 5 indicating that group Agreeableness is not significantly related to shared
leadership was not supported. Actually, Agreeableness was shown to be negatively related to
shared leadership (β= -.25, p<.01). The relationships between the Extraversion mean score (β= .01, n.s.) and Emotional Stability mean score (β= -.10, n.s) with shared leadership were not
significant, therefore Hypotheses 1 and 3 were not supported.
To test hypotheses 5 through 10 regarding the relationships between personality diversity
on each Big-5 trait and shared leadership, the five personality diversity variables were included
in model 3. Results of model 3 (F=3.74, p<.05) show that Openness diversity was negatively
related to shared leadership (β= -.18, p<.05), and therefore Hypothesis 7 was supported. As
Hypothesis 9 predicted, Extraversion diversity was positively related to shared leadership (β= .23,
p<.01). The relationships of Conscientiousness diversity, Emotional Stability diversity, and
Agreeableness diversity with shared leadership were not significant and thus the respective
hypotheses were not supported.
Hypothesis 11 asserted that shared leadership will positively relate to team performance.
In model 4 (F=8.50, p<.01), team performance was regressed on team size, ownership dispersion,
and Big-5 mean and diversity scores In model 5 (F=9.61, p<.01), shared leadership was included.
The model 5 explains a significant amount of the variance in team performance (R2= .49, p< .01).
The results indicate a positive and significant relationship between shared leadership and team
performance (β= .23, p<.01 ), supporting Hypothesis 11.
DISCUSSION
The primary purpose of this study was to investigate the dispositional antecedents of
shared leadership. The findings provided support for the significant relation between personality
composition and shared leadership in teams. More specifically, team scores on conscientiousness
and openness and team diversity on extraversion were positively related to the amount of shared
leadership on a team, while diversity on openness was negatively related to shared leadership.
The second purpose of this study was to examine the relationship between shared leadership and
team performance, for which we found empirical support.
The study contributes to shared leadership research by exploring the impact of
personality diversity in entrepreneurial teams. The findings show that team conscientiousness
and team openness to experience predict shared leadership. Similar to previous research
demonstrating linkage between individual conscientiousness and leadership emergence (Judge et
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al., 2002), conscientiousness may instill felt responsibility to act in pursuit of goals, particularly
in instances of shared ownership. The finding that team openness to experience is positively
related to shared leadership is understandable in view of the unstructured, complex nature of
entrepreneurial tasks. The finding that team diversity on openness to experience is negatively
associated with shared leadership complements the finding that amount of team openness relates
positively to shared leadership, indicating clearly the importance of members’ receptivity to
learning for sharing leadership. Of course this study’s research design allows the possibility that
sharing leadership may contribute to more openness as well, but it is not likely that a constricted
team experience would affect a personality predisposition. A second pair of complementary
findings contributes further to knowledge about shared leadership. The amount of team
extraversion did not relate significantly to shared leadership but team extraversion diversity did,
suggesting that group variance in social assertiveness furthers shared leadership whereas
uniformly high or low social assertiveness does not. A mix of extroverted and introverted
personalities on a team can foster desirable balance (Barry and Stewart, 1997).
In addition to research contributions, this study offers implications for practitioners. First,
it provides policy implications for government agencies, foundations, universities, and
businesses who provide support for start-ups. These institutions should know the importance of
entrepreneurial team composition and team process to start-up performance and should provide
entrepreneurial teams support in team development. Second, the study provides entrepreneurs
with implications regarding team member selection. The findings suggest that entrepreneurial
team founders, to benefit from the informational diversity team members desirably bring, should
share leadership. That is, each team member should be willing and have the capability to assume
leadership roles when tasks require. Finally, entrepreneurial teams can promote shared leadership
by selecting team members who have a good “fit” regarding personality traits.
CONCLUSION
Leadership remains a complex topic to study, with different forms embedded among
numerous independent, mediating, moderating, and dependent variables. As shared leadership
research has been gaining more attention (Denis et al., 2012), the need for conceptual and
methodological advancement continues. This study contributes to shared leadership research by
investigating the dispositional antecedents of shared leadership while highlighting the
importance of shared leadership to team performance. Demonstrating the relevance of
personality to shared leadership on entrepreneurial teams and the mediating function of this
leadership for team performance encourages additional research incorporating other shared
leadership models and settings. The promise of meaningful applied knowledge should reinforce
these initiatives.
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